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SUBJECT: REPORT ON ORGANIZATION, METHODS AND GRADING OE ITU 
(30TH AC AGENDA) 

REE: GENEVA 1544 

1 . US MISSION FIRST MISSION IN GENEVA TO RECEIVE (ON APRIL 7) 

COPY OF REPORT OF ITU'S THREE INDEPENDENT PERSONNEL EXPERTS 
ENTITLED "ORGANIZATION, METHODS AND GRADING AT ITU HEADQUARTERS," 
WHICH IN 432 PAGES, INCLUDING 62 ANNEXES, RECORDS 92 SPECIFIC 
SUGGESTIONS FOR REORGANIZATION, REGRADING, REDUCTION 

AND/OR AUGMENTATION OF STAFF AND FOR CHANGES IN ITU METHODS OF 
OPERATION. 

2. THE 30TH ADMINISTRATIVE COUNCIL (JUNE 7-27) IS SCHEDULED 
TO CONSIDER THIS REPORT IN COMMITTEE II (STAFF AND PENSIONS) 

UNDER AGENDA ITEM 4. IT IS, HOWEVER, POSSIBLE THAT DUE TIS 
IMPORTANCE ITEM WILL BE SHIFTED TO PLENARY AGENDA AND THAT A 
WORKING PARTY WILL BE NAMED TO STUDY REPORT AND SUBMIT 
RECOMMENDATIONS THEREON ON COUNCIL. 

THE COURSE OF ACTION FINALLY SELECTED WILL 
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PROBABLY DEPEND ON THE SUBSEQUENT REPORT AND RECOMMENDATION 
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WHICH THE ITU COORDINATION COMMITTEE WILL SUBMIT TO 
THE COUNCIL IN A DOCUMENT TO BE PUBLISHED IN LATE MAY. 

3. TEL ATT HAS CONSULTED 1 1 ITU OFFICIALS THUS FAR AND 
HAS HAD AT LEAST FOUR LENGTHY CONVERSATIONS WITH DSYG 
BUTLER ABOUT REPORT WHICH VITALLY CONCERNS ENTIRE ITU 
STAFE AND HAS UNDERSTANDABLY UPSET LARGE NUMBERS WHO 
EITHER FEEL THEIR QUALITY OF LEADERSHIP OR MANAGEMENT HAS 
BREN ATTACKED OR FEAR THEY WILL BE DISCHARGED. 

4. THE PERSONNAL/MANAGEMENT SYSTEMS EXPERTS - KLAAS VON EHREN 
(FRG), SVEIN ERIK lYNGE (NORWEGIAN EXPERT WORKING EOR AND 
LOANED BY SWEDISH ADMINISTRATION), AND ROGER MANDEVILLE 
(CANADA) - MADE THEIR IN DEPTH STUDIES OF ITU'S PERSONNEL, 
GRADINGS, ORGANIZATION AND MANAGEMENT BETWEEN OCTOBER 1974 
AND EEBRUAARY 1975 AND SUBMITTED THEIR REPORT TO SYG MILI ON 
MARCH 3, 1975. COPIES OF THE REPORT ARE NOW BEING MAILED TO 
ADMINISTRATIONS. 

5. IN TWO PAGE SUMMARY OF THEIR WORK, ON WHICH MISSION HAS 
ALREADY SUBMITTED PRELIMINARY VIEWS OE SYG AND DSYG (SEE 
REETEL), EXPERTS PROPOSE: 

A. ESTABLISHMENT OF A MANAGEMENT INEORMATION SYSTEM (MIS) 

TO MEET THE NEED FOR DELEGATION OE AUTHORITY AND OVERALL 
CONTROL OF THE FEDERAL STRUCTURE OF ITU - THIS TO BE 
IMPLEMENTED BY 1977; 

B. ESTABLISHMENT OF A POST (P-4) RESPONSIBLE FOR AN 
ORGANIZATION AND METHODS SERVICE, TO BE ASSIGNED TO THE 
COORDINATION COMMITTEE AND ATTACHED TO OEFICE OF SYG; 

C. STUDIES TO BE UNDERTAKEN WITHIN THE IFRB'S NOTIFICATION 

AND TECHNICAL DEPARTMENTS TO DETERMINE HOW THE ITU COMPUTER 
CAN BE UTILIZED TO SOLVE IFRB'S PROBLEMS. EXPERTS STATE; 

"THE TOTAL SAVING POTENTIAL RESULTING EROM THE COMPUTERIZA- 
TION OF ROUTINE JOBS AMOUNTS TO 27 TO 32 POSTS. IN ADDITION 
TO THIS WE PORPOSE THE ABOLITION OF 7 POSTS AS A RESULT OF 
THE ORGANIZATIONAL CHANGES SUGGESTED;" 
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D. ESTABLISHMENT OF FIVE NEW POSTS IN THE IFRB PLANNING 
DEPARTMENT; 

E. ESTABLISHMENT OE NEW CONFERENCE DEPARTMENT 

MADE UP OF THE OLD CONEERENCE AND COMMON SERVICES DEPART- 
MENT LESS THE BUILDING, SUPPLIES AND STORES AND MESSENGERS 
DIVISION AND THE TELEPHONE AND DISPATCH DIVISION. THIS 
NEW DEPARTMENT, WHICH WOULD ALSO INCLUDE THE OLD EXTERNAL 
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RELATIONS AND PUBLIC RELATIONS DIVISIONS, WOULD BE PLACED 
DIRECTLY UNDER CONTROL OE THE SYG; 

E. ESTABLISHMENT OF A NEW COMMON SERVICES DEPARTMENT 
CONSISTING OF THE RELATIONS WITH MEMBERS DIVISION, 

THE BUILDING, STORES AND MESSENGERS AND THE MAIL, ARCHIVES 
AND LIBRARY DIVISIONS; 

G. REDUCTION OF 33 POSTS IN THE GENERAL SECRETARIAT, 

MAINLY ON GROUNDS OF DUPLICATION OF WORK, WORK 
CONSIDERED UNNECESSARY OR WHICH NEED NOT NECESSARILY BE 
DONE BY ITU STAEE (I.E., CAN BE CONTRACTED OUT); 

H. ESTABLISHMENT, ON PERMANENT BASIS, OE NEW POINT 
GRADING METHOD OE ESTABLISHING JOB CLASSIEICATIONS; 

I. CREATION OF POST OF EXPERT GRADER (P-4), ALSO 

ASSIGNED TO COORDINATION COMMITTEE AND ATTACHED TO OFEICE 
OE SYG; 

J. ESTABLISHMENT OE INTEGRATED PERSONNEL MANAGEMENT 
EUNCTION AS SOON AS POSSIBLE, WITH EMPHASIS ON CAREER 
STREAMLINING, STAFE DEVELOPMENT AND STAEF RELATIONS 
SUB-SYSTEMS. 

6. EXPERTS DIVIDED THEIR 432 PAGE REPORT INTO EIVE MAIN 
PARTS; 1) PRESENT SITUATION IN ITU; 2) ANALYSIS AND 
PROPOSALS RELATING TO ORGANIZATION AND METHODS; 3) ANALYSIS 
AND PROPOSALS EOR THE GRADING SYSTEM; 4) CASEWORK (ODD 
GRADING CASES); AND 5) LIST OE PROPOSALS. 

7. EXPERTS STATE THEIR LIST OF 92 PROPOSALS IS INTENDED 
AS AID FOR ADMINISTRATIVE COUNCIL IN ITS DISCUSSION OE 
LIMITED OEEICIAL USE 
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REPORT. TT GIVES AN ACCOUNT OF THE SUBSTANCE OF THE 
VARIOUS PROPOSALS AND THEIR INTERRELATIONSHIP." 

8. EXPERTS EXPLAIN THAT THEY HAVE MADE TWO DIFEERENT KINDS 
OE RECOMMENDATIONS; A) THOSE (87) ON WHICH IT MAY BE POSSIBLE 
EOR AC TO TAKE A EINAL DECISION THIS JUNE; B) THOSE 

(5) CALLING EOR EURTHER STUDIES EITHER BY ITU STAEE OR BY 
OUTSIDE EXPERTS BEEORE AC CAN TAKE EINAL DECISION. 

9. EXPERTS HAVE SET TIMETABLES FOR THREE OF THEIR 
RECOMMENDATIONS SUGGESTING THAT 1) WITH COMPUTERIZATION 
OE ADMINISTRATIVE ROUTINES IN THE lERB TECHNICAL DEPART- 
MENT, A POTENTIAL SAVING OE 12 POSTS MAY BE REALIZED BY 
THE END OE 1976; 2) WITH COMPUTERIZATION OF THE IFRB NOTIFICA- 
TION PROCESSING ROUTINES, THERE CAN BE A POTENTIAL SAVING OE 
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FROM 15 TO 20 POSTS IN THE NOTIFICATION DEPARTMENT BY END 
OE 1979; AND 3) ESTABLISHMENT OE PROPOSED MANAGEMENT 
INEORMATION SYSTEM SHOULD BE ACCOMPLISHED BY THE END OE 1977. 

10. EXPERTS CALL FOR FURTHER STUDY OE LIVE OF THEIR SUGGES- 
TIONS: A) ESTABLISHMENT OE A SYSTEM OE INTERVIEWING 
CANDIDATES EOR ITU POSTS; B) DEVELOPMENT OE THE CAREER 
CONCEPT IN THE STALE AND PERSONNEL DEPARTMENT; C) DEVELOP- 
MENT OE TRAINING AND MEASUREMENT OF RESULTS; D) 
ESTABLISHMENT OE AN INEORMATION SYSTEM EOR DOCUMENTATION 
ELOW CONTROL; AND E) ESTABLISHMENT OF "THROUGH DIALING" 
TELEPHONE EACILITIES IN ITU AS SOON AS THE NEW TECHNIQUE 

IS AVAILABLE. 

1 1 . COMMENT; FORMULATION OF FINAL US POSITION ON HOW 
ADMINISTRATIVE COUNCIL SHOULD HANDLE THIS CONTROVERSIAL BUT 
SIGNIEICANT REPORT SHOULD AWAIT RECEIPT OP COORDINATION 
COMMITTEE COMMENTS AND RECOMMENDATIONS ON SUBJECT, 
EXPECTED IN LATE MAY. MISSION WILL REPORT FURTHER WHEN 
COORDINATION COMMITTEE REPORT BECOMES AVAILABLE. ABRAMS 
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